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	New Business Software Selection Helpsheet
A governance-led guide to help business leaders avoid hidden costs, project failure, and expensive mistakes.



	1
Define outcomes before features
	2
Challenge processes before customising
	3
Score vendors objectively before signing



Use this helpsheet before approaching vendors, during demonstrations, and before signing contracts. It turns Wavex’s software selection guidance into a practical working document for leadership teams, finance, IT, operations, compliance, and end users.


A practical governance-led checklist for choosing new business software without hidden costs, implementation failure, or expensive mistakes.
This helpsheet is designed for leadership teams, operations leaders, finance teams, IT teams, and project sponsors who are evaluating a new CRM, ERP, finance system, HR platform, stock management tool, marketing automation platform, reporting solution, workflow system, or AI platform.
New software can improve productivity, reporting, customer experience, and operational control. It can also create cost overruns, integration problems, poor adoption, data issues, and support risks if the selection process is rushed. The most successful projects slow down at the start, define the business need clearly, involve the right stakeholders, and make decisions against a governed framework rather than a polished vendor demonstration.[1]
Use this helpsheet before you approach vendors, during demonstrations, and before signing contracts. It is intended to help you ask better questions, document the decision, and reduce the risk of choosing a platform that is hard to implement, support, or justify commercially.
How to use this helpsheet
Work through each section in order and record the decisions, risks, and open questions that need to be resolved before the project moves forward. The aim is not to slow the business down unnecessarily. The aim is to prevent rework, uncontrolled customisation, unclear ownership, and avoidable cost once the contract has been signed.
	Stage
	What you should have before moving on
	Why this matters

	1. Define outcomes
	A clear statement of the business result the platform must deliver
	Prevents the project becoming a feature-shopping exercise

	2. Challenge processes
	Agreement on which processes should change, not just be replicated
	Reduces costly customisation and legacy workarounds

	3. Align stakeholders
	A named group with business, finance, user, IT, data, and compliance input
	Surfaces risk before vendor selection

	4. Document requirements
	Prioritised requirements using Must Have, Should Have, and Could Have
	Creates a fair vendor evaluation framework

	5. Assess IT and data risk
	Security, integration, identity, support, and migration risks reviewed early
	Avoids late-stage blockers and change requests

	6. Evaluate vendors objectively
	Demonstrations, references, commercials, and scoring captured consistently
	Produces a defensible, documented decision

	7. Define success and support
	Success criteria, ownership, handover, and support responsibilities agreed
	Prevents go-live being treated as the end of the project



1. Start with the business outcome, not the software
Why this matters
Software vendors sell platforms, modules, and features. Your organisation should buy outcomes. A platform can meet a long list of feature requirements and still fail if the business outcome was never defined clearly. Before any vendor is contacted, agree what the organisation needs to improve in practical terms. Examples include reducing manual administration, shortening the sales cycle, improving forecast accuracy, speeding up month-end reporting, reducing stock-outs, improving audit readiness, or replacing spreadsheet-based reporting with a single source of truth.
A clear outcome also gives the project sponsor a way to judge whether the project is worth doing. If the expected value cannot be described, measured, or owned, the organisation may be selecting software before it has defined the problem.
Questions to ask
	Question
	Notes

	What business outcome are we trying to achieve?
	

	What problem will remain if we do nothing?
	

	Which teams are affected by the current issue?
	

	How will we measure improvement after go-live?
	

	Which outcomes are essential, and which are desirable?
	

	Who is accountable for realising the benefit?
	



Checklist
☐ We have written a short business outcome statement.
☐ We have separated business outcomes from software features.
☐ We have agreed the operational metrics that will show whether the project has succeeded.
☐ We have identified the internal owner accountable for the outcome.
☐ We have confirmed that the issue is a genuine operational need, not simply a solution looking for a problem.
2. Challenge existing processes before replicating them
Why this matters
Many legacy processes exist because older systems had limitations. Staff often develop workarounds over time, and those workarounds can become accepted practice. When a new platform is introduced, there is often pressure to recreate the existing process exactly. This can lead to unnecessary customisation, higher implementation costs, upgrade problems, and a new platform that behaves like the old system it replaced.
The selection process should therefore include a structured review of current processes. The central question is whether the process is genuinely best practice or whether it is simply familiar. In many cases, changing the process to fit a well-supported standard configuration is safer and cheaper than customising the platform to preserve an inefficient workflow.
Questions to ask
	Question
	Notes

	Is this process genuinely best practice, or is it a historic workaround?
	

	Would a new organisation design the process this way today?
	

	Which steps create value, and which exist only because of the current system?
	

	Can the vendor's standard configuration solve the problem?
	

	What is the cost of customisation compared with changing the process?
	

	Would customisation create future upgrade, support, or supplier dependency risk?
	



Checklist
☐ We have mapped the current process and identified workarounds.
☐ We have challenged whether each major process step is still needed.
☐ We have identified which processes should change before implementation.
☐ We have agreed that customisation must be justified by business value, not preference.
☐ We have documented any customisation requests and the reason for each one.
3. Build the right stakeholder group
Why this matters
Software selection decisions made by one department, or by leadership without operational input, often miss issues that appear later during implementation. A structured stakeholder group brings together the people who understand the business outcome, budget, daily workflow, reporting needs, data quality, compliance obligations, contracts, and technical support model.
IT should be involved before a vendor is selected, not after contracts are signed. Early IT involvement is not technical gatekeeping. It is a commercial and operational risk control, because integration, identity, security, supportability, and data migration issues are cheaper to address during selection than after contract signature.[1]
Stakeholder map
	Stakeholder
	Role in the selection process
	Key risks they help identify

	Leadership or sponsor
	Defines outcome, approves budget, owns accountability
	Weak business case, unclear decision ownership

	Finance
	Reviews total cost of ownership, reporting, commercials, and approvals
	Hidden fees, poor licence model, weak cost control

	End users
	Defines daily requirements and validates usability
	Poor adoption, inefficient workflows, missed requirements

	Data and reporting
	Defines management information and data quality needs
	Inaccurate reporting, duplicate records, spreadsheet dependency

	Compliance or legal
	Reviews GDPR, retention, audit, and contractual risk
	Non-compliance, poor data controls, weak exit clauses

	IT
	Reviews integration, security, identity, supportability, and lifecycle
	Integration blockers, security gaps, support problems

	Supplier or contract owner
	Reviews existing contracts, dependencies, and exit terms
	Overlapping contracts, exit costs, supplier lock-in



Questions to ask
	Question
	Notes

	Who will sponsor the decision and own the outcome?
	

	Which departments will use or depend on the system?
	

	Which stakeholders must approve requirements before vendor engagement?
	

	Has IT reviewed the requirement before vendor selection?
	

	Has finance reviewed the total cost model, not just the licence fee?
	

	Has compliance reviewed data protection, retention, and audit requirements?
	



Checklist
☐ We have named the project sponsor.
☐ We have identified all affected departments and user groups.
☐ We have included finance, IT, data/reporting, and compliance before vendor selection.
☐ We have agreed who can approve requirements, scope, budget, and vendor choice.
☐ We have documented unresolved stakeholder concerns before moving to vendor demonstrations.
4. Create a requirements document before talking to vendors
Why this matters
A requirements document protects the organisation from being led by vendor demonstrations. It gives every vendor the same brief and allows the organisation to compare responses fairly. It also provides the basis for the Statement of Work, which is the document that should define implementation scope, deliverables, responsibilities, assumptions, timelines, acceptance criteria, and exclusions.
The requirements document should not be a wish list. It should be prioritised and written in business language. Each requirement should explain what the system must enable, why it matters, and whether it is essential for go-live.
Requirement categories
	Category
	What to define
	Owner

	Functional requirements
	What the system must do day to day
	End users and department heads

	Reporting requirements
	What dashboards, reports, exports, and management information are needed
	Leadership, finance, and data owners

	Integration requirements
	Which systems the platform must connect to and how data should flow
	IT and operations

	Operational requirements
	Performance, availability, mobile access, offline use, workflow, and user volumes
	Operations and users

	Security requirements
	GDPR, data residency, SSO, access controls, backup, recovery, and audit logs
	IT, compliance, and legal

	Commercial requirements
	Licence model, implementation cost, support cost, exit cost, and renewal terms
	Finance and contract owner



Priority framework
	Priority
	Meaning
	Treatment

	Must Have
	Non-negotiable requirement. Absence is a blocker.
	Include in the Statement of Work and acceptance criteria.

	Should Have
	Important requirement, but not essential for initial go-live.
	Consider for phase two if cost or complexity is high.

	Could Have
	Useful enhancement, but not required to achieve the business outcome.
	Evaluate only after Must Have requirements are satisfied.



Checklist
☐ We have written and approved a requirements document.
☐ Each requirement has an owner and a business reason.
☐ Requirements have been prioritised as Must Have, Should Have, or Could Have.
☐ Security, integration, data, and reporting requirements are included.
☐ Requirements have been shared consistently with all vendors.
5. Engage IT and security early
Why this matters
IT involvement is not limited to infrastructure or technical configuration. It directly affects operational risk, user experience, compliance, support, and cost. If IT is only involved after the preferred vendor has been chosen, the organisation may discover that the platform cannot integrate cleanly, does not support single sign-on, stores data in an unsuitable location, lacks suitable backup or recovery options, or creates a support model the business cannot sustain.
Early IT assessment should be treated as part of business due diligence. It helps the organisation understand what will be easy, what will require configuration, what will require custom development, and what could become a blocker.
Questions to ask
	Area
	Questions to ask

	Identity and access
	Does the platform support SSO, MFA, role-based access, and joiner-mover-leaver processes?

	Security and compliance
	Where is data stored, how is it protected, and what certifications or controls are in place?

	Integration
	Which systems must connect to the platform, and are integrations standard, configured, or custom-built?

	Backup and recovery
	What backup, restore, retention, and disaster recovery options are available?

	Supportability
	Who supports the platform after go-live, and what does internal IT need to manage?

	Lifecycle management
	How are upgrades handled, and what happens to configuration or customisation during upgrades?



Checklist
☐ IT has reviewed the shortlist before final vendor selection.
☐ Security and GDPR requirements have been documented.
☐ Integration requirements and dependencies have been assessed.
☐ The support model after go-live has been agreed.
☐ Upgrade, backup, recovery, and data residency considerations have been reviewed.
6. Treat data migration as a project workstream
Why this matters
Data migration is often described as a simple export and import. In practice, it requires assessment, cleansing, deduplication, mapping, validation, testing, and business sign-off. Poor quality data moved into a new system usually creates a more expensive version of the same problem.
The organisation should decide early whether it needs full migration, partial migration, an archive strategy, or a period of parallel running. That decision affects project cost, implementation timeline, reporting accuracy, and user confidence at go-live.[1]
Data migration options
	Option
	Description
	Risk profile
	When it may be suitable

	Full migration
	All historical data is moved into the new system.
	High
	When historical data is clean, essential, and actively used.

	Partial migration
	Recent or active data is migrated, with older records retained elsewhere.
	Medium
	When only current records are needed for daily operations.

	Archive strategy
	The old system is retained read-only and the new system starts clean.
	Lower
	When historical records are needed for reference but not daily work.

	Parallel running
	Old and new systems operate together for a defined period.
	Managed but costlier
	When operational continuity and validation are critical.



Questions to ask
	Question
	Notes

	What data must be migrated for go-live?
	

	What data can be archived rather than migrated?
	

	Who owns data cleansing and duplicate removal?
	

	What validation rules are required before migration is accepted?
	

	How will migrated data be tested by business users?
	

	What reporting structures must be preserved or redesigned?
	



Checklist
☐ We have assessed data quality before signing the implementation scope.
☐ We have decided whether to use full migration, partial migration, archive, or parallel running.
☐ We have assigned internal owners for data cleansing and validation.
☐ We have included migration testing and sign-off in the project plan.
☐ We have confirmed how historical reporting will be handled.
7. Understand software vendor and implementation partner responsibilities
Why this matters
Many software projects involve both a software vendor and an implementation partner. The vendor licences the platform and controls the product roadmap. The implementation partner configures, deploys, trains, and supports the project against a Statement of Work. These responsibilities are different, and confusion between them can create commercial gaps.
The contract should make clear who is responsible for configuration, training, integrations, data migration, testing, documentation, support, bug fixes, upgrades, and handover. Scope changes should be documented, costed, and approved in writing before work begins.
Responsibility comparison
	Area
	Software vendor
	Implementation partner

	Licence and product access
	Usually responsible
	Usually not responsible

	Product roadmap and upgrades
	Usually responsible
	Usually not responsible

	Standard platform support
	Usually responsible
	May provide first-line or project support if agreed

	Configuration and deployment
	Usually not responsible unless bundled
	Usually responsible under the Statement of Work

	Training and handover
	Sometimes standard materials only
	Usually responsible if included in scope

	Custom development
	Sometimes possible, often separately contracted
	May be responsible if included in scope

	Project delivery
	Usually limited
	Usually responsible for agreed deliverables



Questions to ask
	Question
	Notes

	Which organisation is responsible for each deliverable?
	

	What is included in the licence fee and what is implementation cost?
	

	What is excluded from the Statement of Work?
	

	What day rates apply to change requests?
	

	How are scope changes approved and documented?
	

	Who supports the platform after handover?
	



Checklist
☐ We understand the difference between the vendor agreement and the implementation Statement of Work.
☐ The Statement of Work includes scope, deliverables, assumptions, exclusions, acceptance criteria, and responsibilities.
☐ Change request rates and approval processes are documented.
☐ Training, handover, documentation, and support are included or explicitly excluded.
☐ Contract ownership after go-live has been assigned internally.
8. Demand real demonstrations, not polished sales presentations
Why this matters
A standard vendor demonstration is often pre-configured, polished, and designed to show the platform at its best. It may not show what your organisation will receive after implementation. A useful demonstration should show how the platform handles your specific requirements, what is available out of the box, what requires configuration, and what requires custom development.
Ask vendors to demonstrate real scenarios using your requirements. If possible, speak to reference clients with similar complexity, sector, scale, or process requirements.
Demonstration categories
	Category
	Meaning
	Risk level

	Out of the box
	Standard platform capability available without configuration.
	Lowest risk and fastest to deploy.

	Configured
	Standard platform adjusted to your requirements.
	Manageable if included in the Statement of Work.

	Custom built
	Bespoke development beyond standard configuration.
	Highest cost, highest risk, and potential upgrade dependency.



Questions to ask vendors
	Question
	Vendor response

	Can you demonstrate the platform against our specific requirements rather than your standard demo?
	

	Which features shown are out of the box, configured, or custom built?
	

	Which of our Must Have requirements cannot be met without custom development?
	

	What assumptions are you making about our processes, data, integrations, and users?
	

	Can we speak to a reference client with similar needs?
	

	What happens to configuration or customisation during upgrades?
	



Checklist
☐ Each shortlisted vendor has demonstrated against the same core scenarios.
☐ We have identified out-of-the-box, configured, and custom-built elements.
☐ We have requested relevant reference clients.
☐ We have captured vendor assumptions and unresolved gaps.
☐ We have updated the requirements and risk log after each demonstration.
9. Score vendors objectively
Why this matters
The best sales presentation is not necessarily the best business decision. A weighted scoring matrix helps the organisation define what matters before evaluating vendors. It also creates a documented audit trail for the selection decision.
Agree the criteria and weighting before the demonstrations begin. Each stakeholder should understand how the scoring works and should provide evidence-based input.
Vendor scoring matrix
Score each vendor from 1 to 5 for each criterion, where 1 means poor fit and 5 means excellent fit. Multiply the score by the weighting to calculate the weighted score.
	Criterion
	What to assess
	Weight
	Vendor A score
	Vendor B score
	Vendor C score

	Business fit
	Does it solve the actual business problem?
	25%
	
	
	

	Functionality
	Does it meet Must Have requirements?
	20%
	
	
	

	Implementation approach
	Is the methodology, timeline, and Statement of Work credible?
	15%
	
	
	

	Security and compliance
	Does it meet GDPR, SSO, data residency, and access control needs?
	15%
	
	
	

	Support model
	Are post-go-live SLAs, escalation, and documentation clear?
	10%
	
	
	

	Reporting
	Are reporting needs native, configured, or custom-built?
	10%
	
	
	

	Commercials
	Are licence, implementation, support, renewal, and exit costs understood?
	5%
	
	
	

	Total
	
	100%
	
	
	



Questions to ask
	Question
	Notes

	Have we agreed scoring criteria before vendor demonstrations?
	

	Which criteria are most important to the business outcome?
	

	Is each score supported by evidence?
	

	Have IT, finance, compliance, and end users contributed to scoring?
	

	Are there any non-negotiable blockers despite a high overall score?
	

	Does the preferred vendor remain credible after commercial and technical due diligence?
	



Checklist
☐ We have agreed the scoring framework before final evaluation.
☐ All vendors have been assessed against the same criteria.
☐ Scores are supported by evidence, not preference.
☐ Blockers and assumptions have been documented separately from the score.
☐ The preferred vendor decision has been approved by the stakeholder group.
10. Define success before signing, and support before go-live
Why this matters
Signing a contract does not mean success has been defined. Many projects reach go-live with different expectations between the business, vendor, and implementation partner. The business may believe the project is incomplete, while the vendor considers delivery finished because contractual milestones have been met.
Before signing, define acceptance criteria, success measures, escalation routes, and the process for managing missed milestones. Before go-live, define who owns the platform, who manages support, how users are trained, where documentation is stored, and who manages supplier relationships and renewals.
Define before signing
	Area
	What to agree

	Business success criteria
	The operational outcomes and metrics that define success.

	Implementation success criteria
	The deliverables that must be completed by each phase.

	Acceptance criteria
	The conditions that must be met before a phase is accepted.

	Governance
	Decision rights, escalation routes, project meetings, and risk reporting.

	Commercial control
	Change request process, day rates, approvals, and budget ownership.



Define before go-live
	Area
	What to agree

	Internal ownership
	Who owns the platform after go-live.

	Support model
	What the vendor supports, what the partner supports, and what internal IT supports.

	Training
	How users are trained initially and how future users will be trained.

	Documentation
	Where documentation is stored and who maintains it.

	Supplier management
	Who manages licence renewals, escalations, performance reviews, and contract changes.



Checklist
☐ Success criteria are documented before contract signature.
☐ Acceptance criteria are included in the Statement of Work.
☐ Change request governance is agreed.
☐ Platform ownership after go-live is assigned.
☐ Support, training, documentation, and supplier management are defined before launch.
Final approval checklist
Before any new business software is approved, confirm that the following statements are true.
	Approval question
	Yes / No
	Notes

	We know the business outcome the software must deliver.
	
	

	We have confirmed the problem is genuine and worth solving.
	
	

	We have challenged current processes before replicating them.
	
	

	We have involved leadership, finance, users, IT, compliance, and data owners.
	
	

	We have created a prioritised requirements document.
	
	

	We understand the security, integration, support, and data migration risks.
	
	

	We know whether we are buying standard software, configuration, or custom development.
	
	

	We understand the full cost, including licences, implementation, support, change requests, renewals, and exit costs.
	
	

	We have scored vendors objectively against agreed criteria.
	
	

	We have defined success, ownership, support, and supplier management before signing.
	
	



Speak to Wavex
Choosing new business software is not just a procurement decision. It is a governance, operational, technical, and commercial decision. Wavex helps organisations assess requirements, evaluate vendors, challenge assumptions, identify risks, and ensure new platforms remain secure, supportable, and valuable long after go-live.
If you are considering a new CRM, finance or ERP system, HR platform, stock management tool, marketing automation platform, reporting solution, AI platform, or workflow system, speak to Wavex before you commit. An early governance review can help you avoid hidden costs, implementation failure, and expensive mistakes.
Call: +44 20 7030 3210
Email: tellmemore@wavex.co.uk
Website: https://www.wavex.co.uk/
	Speak to Wavex about your software project
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